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EXECUTIVE SUMMARY

TITLE: Analysis of . A Military Leadership Assessmenl Davelopment
Frogram. AUTHOR: David A. Mawhinney, Commander, USN

Trhe Department of Defense has no objective or quantitative
mzasure of Leédership Ability. VWith the advances made in the
fields of psychometric testing and assessment over the past
several years, it is this author’s opinion that il's now possible
tx creabe a progranm bthat would provide an objective, guantitative
measure of leadership ability. Implementation of a program such
as this in the military would provide two posibive resulis.

First, it would provide an individual officer with an objective

oy
(-

ranking of his leadership abilities relaitive o his pesrs.
would also provide him or her with specific inforpation eegarding

any weak ar=sas. Armed with this information, each of ficer would

be abl

1]

to concenlbrate his or her efforts on improving that area.
The second positive result from this btype of assessment
program is more long range.  Under the current evaluwation system,
gach officer is provided with a periodic subjective evaluation of
his or her performance, incluwding perceived leadership abililies.
These svalualtions are used as a basis for job selection and
promotion. A number of jobs and positions in the military
require higher levels of leadership ability, independent duiy
assignments, for sxample. I, in addition to this subjective

ive measure of sach candidate’s

h
Iyl
ot

evaluation report, an obj
leadevrship wbilities were available, selection boards would be

able to make more snlightened decisions.,

iii
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CHAFTER I

INTRODUCTION

"The guality of lesdership determines the success or
failure of an organization.” (20:12) This obviows and of ten

stated fact, taken by itself, appears comprehensive enowgh, Hut

what ssactly do the autihors mean by leadersinip? Here, ihsre 13
no scarcity of opinion. Every author seems o have his or ner
favorite descrigtion. Cusack, in a 1326 article for ths HMarine

Corps Carstie, describes Leadership as: loyalty, personal

appearance, military presence, and judgmenat., (13172)  Burns, 1in
his book Leaderchip, describes leadership as “...a process of
moraiity to the deagres that leaders engage with followers on the

asis of sharsed motives and valuess and goals. .. .” (913683 EBEass,

i
H U]

in hiz boobk Lezdership, Psvcohelogy 8nd Orgenizational Behavior,

refers to leadership as simply, "influsnce” (21833, and tine lisi
goes on. In fact, "V.J. Besntx listed 130 different definitions

of leadership obtained in & sampling of ithe lsterature prior o
19437 (2870

If this isn't confusing enough, many auvuthores, rather than
defining the term leadershiep, refer to the gqualifications

regquired o br & leader. Dobbins, in Learnivng to Lead, lists!

.physical zaond mentzal health;, gersonal ativactivensss;
dbu”“-dVEPagE intelligence; superior aducational background
and experisnce; clearly defined aims; contagious enthusiasm;
parseverance in the face =f discouragjgsment; ability to lzarn
and willingness to share; good reputation and integrity of
character;, devotion o the Lask and loyalty to the causs.”
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Zmith, in Taking Charge lists twenty key leadership

fundamentals inclwding; Ltrust, vision, decisiveness, reliability,

13150

e
w

dignity, and intsgrity.
For the purpose of this study, the definition of

leadership provided in the Air Force Handboolk will be wsed. It

defines Leadership as! "the art of influencing andadirecting

geople Lo accomplish the mission.” (111141583 If leadership i

n

an art, do individuals possess leadership ability as they do
artistic ability? Is leadership born, or bred, or a combination
of the two?

There are numerous ability tests and schiools for the
burgeoning artist. How about the potential leader? Artistic
ability is determined by a variety of widely accspted

ssassments. Is this possible, o sven agpropriate Tov the

ar

budding leader? Artistic ability ascsessments are administered in

order to separate students with potential from those witkmout.

This culling is done in order to save time and smoney for both the
student arnd the lezrning institution., Not averyone has the
ability to becoms another Rembrandt or FPicasso.

It is this author’s opinion that the same holds true for

leaders. Not sveryone in uniform has the abilitv to become a

iy

Zevrvice Chief. The purpose of this study then, is to propose a

means by which the Armed Forces can develop a progras that

objectively assesses the leadership abilities of ite future

h{]
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This program would be an ongoing process. fAssessment
results would be provided to the individual officer as an
obhjective measure of his leadership avilities. FPresentatiom of
these resultis, ezrly on in an individual’'s carser, supported by
subjective =valuation reports, would either reinforce positive
behavior, or allow time for that individual to take whatever
corrective measures nesded.

An added benefit of this program might be that if, over
tim=, no improvemsnt is noted, or an individual decides that his
gzal is not general officer status, he could be chammelsd into an
area of the service where he would be most effective and
productive, e.3. as a pilot, remain in the cockpit until
retirement with o aspirvations toward command., This program
then, woulld provide justification for &an alternative approach to
the norm, of attempiing to groon evaervone for general officer
rank .

In order o sell & testing oeogram swuchh as the one being
proposad by this study, a certain amount of confidence in its
validity, desivability and credibility muast be created. To
accomplish this task, it becomes necessary to take a brief look

at the history and development of testing orograms.




CHAFTER 11

HIZTORICAL PERSFECTIVE

TESTING
"Testing is not a new idea, sven though thes objsctive
test movenent began only at bhe tuen of the centwry.  About 2200

£8.C. the Chinese used essay—type examinations to help select
civil serviecs employess.” (18143 Even ”.. . Zocrates and Plato

empnasized the imporitance of assessing an individual’s

competencies and aptitudes in vocational selection.” (15:4-5)

i

Down through the ages philosophers and educstors have attempted
to devise methods of measuring the intricacies of the human mind.

Initial attempts were to try o find a means to deal with

gbnormalitiss in children. Fitzherbert (1470-18333, one of the
early pionesers, identifisd items that wers used to screen

retarded from nonrstarded individuals., (1802
One of the first writers to suggest formal testing, Juan

Huarte (1820-15289), did so in his book entitled, The Trial of

Wits' Disrovering the Great Differences of Wits Amovkg Men and

What Soris of Learning Suit Best witin Each Genius Jean Esguirol

C1722-1240) proposed langusgz as the proper testing medium, and

Edouard Seguin (121Z2-12380) followed up with the first nonveroal

I.Q. meazsurement.




The first physioliogical/psychological laboratory was
established in France by Alfred Binst (1257-19112. His initial
work was bas=sd on the reliationship betwsen intelligence,
phrenology and palmistry. His major contribution to the fi=ld of
psvchological testing cams in 1836 when he oresented & scale that
provided a means o deisrmine whether or not & chils would De

oo
.

capable of functioning in & regulayr classrvoom s=tting. (1@

n

y 2
The first sxpsrimental osychological laboratory was
founded in Leipzig by Wundt. He was primarily concerned with

ensitivity to visual, avditory and other sensory stimuli and

W

simple veaction time. He made his major conteibution to te

4]
¢l
et
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howevery, bthrougin the introduction of scisntific procedusrse andg
rigorously controlled observations.  “He influenced the
measursment movement by wusing methodology tRat reguirsd
precision, accuracy, ordey, and veproducibility of Jdatza oo

findings.” (1&:15)

Like many immovations, psychologice]l issting recsived a .
boost through crisis.  Both Boerld War One znd Two caused =2 raprd
increase n testing reguirsemsnis Mot surprisinoly, 11 was the

arm=d forces that stimulzted this rapid sxpansion.  They found

that

the ievel of aentzal functioning of these rvecruits and ideqatiy
thiose whose lowsr intelligence would creats gectlens for o .

in

. ma v g e
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military. By adacting a Jroup of intelligence tests created by
Otis, they developad ths Grmy Llpha test. This test worked well

for normal candidates, but because vacsi number of recruits weres

i

illiterats and an equally largs group were foreian—-born with only
a minimal grasp of the English language, a =~=cond assessmenit was
needed. The Army Betz solved the dilemma. IT w=s presented in

non—verbal or pictorial form, with pantomined divections. (13:35)

During WW I i armed services needed Lo find & way €0

scresn ouil cotenitial psycreriics and other emobtionally disturced

developed from the Woodware Fersonal Data Sheet and 12 the
forsrummer to modern adjustment inventoriss.” (13:5)

In 1347, the AGmerican Council on Education published 2

vreqort entitisd "Utilizing RHuman Talent” . Tihe purooses of this

report was to study the imglications of fesiing in the armsd

m
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[ntl
i)
K

20 znd Indusiry.” CISIED

Concurrent wiih this rzoid S

il
<
{0

lopment of oSvonometric

testring, during the firsi half of the ZO0th century, came =z

goxliferzstion of studies onm leaderemip traats.  During thns time
frame over a hundred studiss werese conducted in 1345 Shogdill
pubilished his assesesmard of the resulte of 124 of these studies
His initiai: zstimation was theit theve was some merit o bhe

theory of isadsr traits, out btoat thes studies conduci=d uc Lo




thal time had failed to adequately support the leadsrship trait
theory as being valid, (4&1174-175)

In 1974, Stogdill repeated his research, szamining the

Daid

resulis of 162 trait studies conducted between 1943 and 1970, He
found that
The research used a greater variety of measuremnsnt
procedures, including projective tests (e.3., thematic
aposrvoeplion test, the Miner sentence complebion scalsl.
situational tests (=.g.,Ghiselli’'s self~description

inventory, Gordon’s survey of interpersonal values)
(41750

This shiflb in resssrcch metbodoloagy, .. iled to strongsr,
more consistent resulis in the second set of trait studies. Most
a7t the samz traits ware again found to be related o leader
gffectivensss and some additional traits and skills were alg
found o be relevant.” (4610175 Individual traits will be

discussed furthsr in Chapter IV,

ASSEREMENT CENTERS

Like psychometric testing, assessment center development
traces 1ts origins to the beginning of the Z0th century.  The
movement began with the German Army durivng World Wer 1. They

uszd assessment centers in their officer gselection process.

o

x4

-~
El

—

Somewhat later, the ish War Office and Civil Servic

i

=

election Bosards began using assessment centers for personneld

szleclion and advancement. C46:3) The Civil Service sselection

H]
&

board wa ablished in 1345, It used Lhe assessment centear

process b assist in picking officers who would eventually be
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promoted to bhe position of Assistant Secretary. (2515-6)

The Office of Strategic Services (055) established the
first assessment center in the United Ztates during Waorld War 11
far the express purpose of training spies. This program proved

highly successful. The process lasted for about one week and at

=Ju

|"|

tite end of that time candidates were either accepted or rejecte

1

i

based on their perforpance during the assessment program. (45

The first wuse of assessnent centevs for Lhe evaluation of

management potential was in 19558 by Dr. Douglas Eray at Amevican
Telephone and Telsgraph (AT&T). His program, kEnown as the

Manaugement Progress Study, was wsed o stucdy the carser

development of youwng managers at ATAT.  "No douwbt this sarly

Hij

budy has played an important role in sestablishing the validity

~

of the

w

szessnent centre approach, the reported resultbts ol the

management prograss studies confirmed the hiigh predictive power

-

of the assessment technigues Lo subsedguent pericrmance.” (25058

EiE)

®
L

(a1

Following on the heels of AT&T’'s success with  assessment
centers, Standard Dil of Ohao becane the second major corooration
to adopt this approzch. By 1320 AT&T had established over 50

ALSRSSME

I.[!

nt centers and had formally assessed over 100, Q00

Ea

4!

smnplovess,

[i3]
hox)
"’
wm
~
1
X

S4, over 2500 separale ovganizations
suwch as IEM, Sears, General Eleciric, and Caterpilliar Tractor

were using the asssssment center method to seleci potentizl

managers . LZ858) "0f Foriume magacine’s top rated 50 companies
i 1376, 43 had assessment centers.” (45130

B m s i AvE e e aem goe we e mw S8 v sh e m e s e mea L oaw = ¢ - R - O o~ v




Although the initial focus of these centers has been on
bedanning level or junior managemnent, accoording to Cox and Beck,

in thelr book Managemsnt Developmeni, Advances in Fractice and

Theosry . there appears to be a growing emphasis on wsing this

technicper to identify high-level management potential . (26703582
Lalike her civilian counterparts, the military, after
initially introducing the assessment center process Lo the Upited

States, for s.ome reason abandoned this approach. 14 wasn't until

approzimately 1371 thal assessnenit cenlter use was again e-plorsd,

Even Lhen, the rebivth of military assesssment centers had a
rather 1nauwspiciows beginning. At the Center for Creative
Leadership (CCLY in Gresnsbor, NG, =leven Army Dattalionm

commanders participated in bthe assessment process.  Their
assegsment was followsed by the asse%sﬁent of 12 brigadier
generals in 1972, Both were one—tine pilob progreams and wers not
contonued after receiving poor reviews,  In 1374, however, L
Army oid establish an assessment program for use 10 1ls seleciion
of ROTC candidates and erscruilters. (4414)

The Air Forece began to expliore the feasibility of

ssessment center at bthe Soweadron UfFf1cers Soheoold

HX

gstablishing an s
in 1975, After determination that the assessment center concept
woulc lend iisell to wuse in the Professicnal Military Education
(FMEY envirornment, they establishecd an 202 Assessmeni. Center in

Va7, Iv 1377, bhe Sauadeon Officer Schuoo reg

=i
m

o
-
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Y

Leadership Development ™rogran from Lhis assessment canter.

=

(45:;
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.

In 1983, 1 response o oan Ailr Force Office of Special

~

Investigations (AFOSI) Committee for Developmenl of an Officer
Resource Managemenl System report, commonly referred to as the
Whiteside Commission, the AFOSI adopted the assessment center

concept.  AFDSIl’'s assossment center, which is called the

Commander Development Center, began its first cycle of operations

in March 1336, at the US Air Force Special Investigations

fAcademy, HG AFDET, Bolling &FE, DC. 21132

3.
f[l

The newssl military assessment center was opensd, by t
Army, 1n September 1382 atbt theiv Armor Officer Basic Course.
It's called the Leadership Assessnent Program (LAFDY, and is

desionsd to mgesure 12 dimensions of leadership. (10333 They are

tisted in Appencli= C.

[}
ey

Thics brigf historical review has shown the how ana why

testing and azsessment program development . Another impovtant

f thi

(]
=+

|__r

cess must b explored howsver, before 1t 15

Ci
u

aspeE

(R

reazonable to espect anyons to develop complete confidence in any
testing program,  That aspect is its ability to successiully and

accurately depict what (b purports to. This is addressed in




CHAFTER III

RATIONALE

As E.L. Thorndike, one of the leaders in the worid of

pesychomelric testing, said, “If it exists, it can be m=asursd.”
€l mman

”

Measurement parvades all aspects of our lives., Your birin
certificate lists the date and time of your birth, and your
Birth length and weight—-all measured characteristics. Every
day you encounter measursments! when you receive a score on &
test, when you price articles in a store, when yow sslect
clothes, and when you determine the distance youw will travel
o your vacation, to name but a few examples. .  Educators,
psychologists, and other behavioral scientists also makes
extensive use of measurements. Theiv foocus, however, is notb
o oeconomic or physical variables., Instead they measure
aivilities, achievemsnis, aptitwdes, interssts, attitudess,
valuss, and personality characteristics Thess measuremnsnlbs
arg wsed for purposes such as planning dnd evaluyating
instruction, selecting workers and assigning them o jobs
witich match their abilities and interesis, placing students
in courses, counseling and guidance, and ”Ludylng differences

between groups and the nature and extent of individual
differences. Underlying Lhese uses of measurensni is the

qaracteristics of

"
belisf that accwrate information atout ©
plaming, decision

individuals is necessary fTor effective
making, and evaluaiion., (7112

"Businesses and induslries have wused tests and

inventories to varyivg degress for many years, primarily as an
. aid in the sslection of job candidates.” (34:272) “"Tests are

often required for selection purposes oy state and local

,...
0
]

ceovernment agencies, The military sector mabes sxtensive

P TRt pEh APP. mmd Ae M e ket s zaew W e S U R T S e - e .




use of tests for selecticon and class.

With all this testirg Joing
matter to choose an assessment that
necessary bo determine which leader

ability: simply give the candidates

gets the position. Unfortunately, it

ficatrom purposes.” (1300

L]
-
e

I_ﬂ

]
A

o, 1t would seem a simple

would provide the information

seacses the most leadership
test and the highest score

doesn’ L work that way.

Historically, leadevshin research has atiemplted to identify a
finite set of leadership trazts, thal if possessed. meant an
individual was a leadser. This ressarch met with limited success.

m
mw
T
H
~3
i

The problem lay in the rese

inabilitbty o agrss on any

single trait or group of characteristics that sst the lesader

apart from the members of his group.

EaE73y For this reason,

"Trait theovrises have not been seriously considerved by leadership

u:l

ressarchers since Mann (1

o traits consistently differentiated leaders from nonleaders.

(200402

With ail this doom and gloom
advocate a testing program for the militsery? L zadersihip
research has coms a long way from the

years that centered on the ssarvch for magic leadership traiis.

B2 and Stogdill (1348) ceported that

zbowt testing, tihen why

simple concepts of =arlier

22032y Leadershio bas focused on growg dynamics,

leader/follower interaclion, situational response variability

ebe .. (2EIE73-2r3)  In many cases reseanrchers ave Lurning Lo noree

guali tative evaluation of le

guantitative approach. (2014)

adarship rather than a purely




P e Yol T R P RO L

Do=zg this mean that gquantitative assessments are no
longer of value? Bryman aona his co—auihors in their article,
"aualitative Raessarch and the Study of Leadership,” emphasize
that they 7 ... are not arguing that a qualitative approsch should
replace the more comventional emphasis on guant.tative
mathodology . ” (21257 Instead they argue that trhe two meihods
should be used to complemsnt each Jther,

Following this argument full circle leads back to Mam'’s
anu Stogdill’s postulations that trait theories have o validity.
According to Lord and bis co—autiors, in their articlie, "4 Mzia

Analysis of the Relation Between Personality Treits ano

Leadership Ferceptions: An Application of Validiiy Generalization
Frocedures”, "The findings of the Maawn and Stogdill reviews nave
been misinterpreted. . .. ” (2014023 Lopd =t al,. state that thes

interpretation of the study was firawed, and therefore Stogdill’s

g
and Mann’'s oonclusions wers In error, Lord's siwdy conc ludsd
that 7. . .some itraits may indeed e important predictors of

(X1}
Inx)

04

L]

leadership percentions. .. " O =0

o+

Thess reswits supported a previows stuwdy conducted n

19232 by Fenny and Zaccaro.  They ooe luded their reseaceh by
stating;
-

Tiwose who have so strongly endorsed the interactionisl timeory
of lgadership have done =0 because they have learned the
wrong lesson from the fazilure of past research attempois o
izalate the leaderﬁhip trait. This failure should not be
intarpreted as mearvang no traits exists but that our research
and measurement stratediss were inadeguate. (Z3IGEE3)

L T I vy e LSNP




In 1274, Stogdill himself refuted the results of his 1343
study. Where, in his 1945 study e stated that tihe trait factor
theory of leadership kiad not oo adequately supported by
ressarch, he felb that tis - 4. - 0t research (1349-13703, had

i

-—

7 fact proven the validity oi the trait factor Lheory. (4611753
This shift in opinion resui.oz " ogely from the advancemsents mads
in psychopeiric btesting and vows Liked 1N oa greater varieiy of

measurement procedures.  In the words of Stogdill!
‘hiz reviews by Bird, Jenkins, and Stogdill have been ci
eviderce in support of the view that leadership is entirsl
situationzal in origin and that no personal charvacteristics
are predictive o1 leadership This view szems to
averemphasize the situaiional. and underemphasize the
personal nature of leadership. (46101760

From the above it can be seen that the controversy over

the validity of tex ‘ng for leadership traiis is far {rom
settled. The momeniun, howsver, seems o be shifting bace
Ltowards the leadership trait theories., With this bemng the case

e, in order o crsate an effective testing and asse: speni

program i e
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y to atisept to identify desived

leacership traits. This w:1l be dons in the next chapter.




CHAFTER IV

TRAIT IDENTIFICATION

Yool Bera once said, "if youw don't know whe, & youw’
goirve vau may wind u someplacs s=lse” .  The same bolds true o0
testing. FPrior o commencing 2 testing procosure, it is
necessary o identify one desived outcome.  "lie identification
of men with “lzadership ability’ has been an aim and ambition of

men througteut recosded history and, no doubt, before.? (21015280

In this studv then, thes purpose of testing will be to identify

tgadercship ability in individuals., A&s previously discussed,

!l'

there are many approachss taken in the evaluation of leadership
ability. "Beshavuoaral _cientisis nave atiemoted Lo Jiscover what

of Lhe

ut

traite., zbilities, oeliaviors, sources o7 power, or & .. 9ot

’-h

leadey is able o

situation determins how well a

enc

m

z

foilowers and accomplish group oixjectives.” (458132 This siudy
wiii foocus on the first approach, brait factor identification,

"Eor several de

[}

ades socinlogists and psychologists have
carried out research on the process of leadershio.” (47203 It
wasn’'t until the early 13060's, however, wibth the rapid
aevelooment of psychnlogical testing, that they were able to

isolate inchividual lead Even with the developoment
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2f psychological testing, ressarchers remained unable o agree on

which specific traits they werese seavching for,
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fiz discussed in the introduction leadership can mean any

number of different things. "As social scientists have learned

'
m

prope bensath the manifest aspects of leadership and hav
become correspondingly more sensitive to the relevance of
numerous and complsx latent factes, they have found it more

difficult to agree on what leodership is and does.” (17030

Fizmdlar, 1n & Thecry of Leadership Effectivensss., states

gadership resesarch has pointed to two or thres main
modes of interpersonal behavior. . . (a lesader) can be
autzxcratic, control Lang, managing, directive, and task-
criented. | | {or) demsorat.c, permissive, nondirective,
conmsiderats of his “*nup members’ feelings, and therapeu
in his leadership. (1301372

omost 1

Erown, in The Human Nature of Organizations lists;

confidence, fairness, foresight, wisdon, responsibility, and
integrity as fundamental to good leadership. (5:24)

"In questionmaire vesearch on leadership, the most widely
used behavior categoriss have besn Consideration and Initialing

Stvuctures. .. " (470185 Consideration includes items such as)

ieader supportiveness, friendlinsse, consideration,

commumication, representation of suourdl 2 interests, and
graise for subordinate achisvemsente. Initiating Structure on the

other hand, includes things such as! role clarification,
gztablishing performance goals or st-nsards, directing
surordinates. production emphasis, plaming, coovdination,

proolem solving, and maintaining control, 4701852 Hunmt and

Larson, in thair book, Crosscurrents in Leadershico, propose 11
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found in the following ta

factors.

C47:172-1731

at trait i1dentification is

=i
]

TRAT

SHILLE

Adapiablz to situations
Alert
Ambitious and achlievamani-—
oriented
Asseriive
Cooperative
D=cisive
Dependainle
Dominant. (d
influsnce

esire to
otherss

Energetic (nigh acitivity
level
ersistent

Self-confident

Tal=vrant of stress

Willing to assume
responsibility

o socizl environment

Clever (intelligent}

Concepiually skilled

Creative

Diplomatic and tactful

Flusnt in speaking

Fnowledgeables about group task

Organized {(administrative
abiiity’

Fersuasive

Socially skiiled

From the above it can

agrae on what o look for when

As this study is designed primarily for military use,

Martin Blumsenson, author

Legend, ”

states;

with integrity, professional competence, physicxl, mental and
movral courage, the ability to communicate and the liks CAIRED
Lt Gen Rossnorans, USAF (ret ), puts it a littie difierently. He
17
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testing for

"8 model leader,

bt even ihe experts can’t

M

leadership traits.

the ifraits
leadsrs should also be
o7 "Patton! The Man Behind the

it turns out, should be endowed
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lisis, courage, integrity, visicn, motivation, self-control,
concern and understanding. (26:17,27) Adm.Lawrence UZNM, says it
still differently. He stresses: lovaliy, competitivensss,
concern, discipline, intelligence, stamina, positive mental

attitude, moral courage, and patriotism. (251413 Finally, Col

Myers USMC, simply lists trust, integrity and care. (22:36)

After sxamining all the leader traits suogested by the

energetic, stress tolerance, consideration and confidences would

be widely accepted as representative of the results of most

studi=zs. These itraiis, therefore, are the ones that the authoe

would recommend be focused o whzn determining or develaping the
assgssments Lo be used in this program.  In the following
hapters, they will be swamined further and validatsd using

available test, inventory and asssssment center, data and

n




CHAFTER V

AVAILAEBLE ASSESIMENTS

When evaluating any test, two overriding considerations must
constantly e kept in mind. First, one smust adopt a

skeptical and critical attitude. .. C(asking).. . Why wers the
data coilected? Were the oropsr controls maintained? (and?

What do the data mean? The second maior consideration is
that the test will b2 used in & particular situation, with a
particulayr group of persons, for a specific purposs.  Thus we
are looking for the test that will be most sporopriate for
this particular purpose. (£:451)

There are a number of different types of assessments
avaiiable for wuse in individual evaluation. Some of the more

prominent categories zre!l Achievemsnt, Ability/aptitude,
, Interest, Personality, Carveer Information, Valuss, and

Inteiligence testis.,

o
[
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Althowgn all test types provicde valuaol & T

about an individual, in order to focus on identitication of
izadershite traits, only the tests that provide this typs of
mnformailon assessments will be sxplored.
fersonality
Frersonality as definsd by the Random House Collede

dictionary is "the sum total of the phvsical, mental, smotional,
. and social characteristics of an individual, (orl, the organized
ttern of behavioral characteristics of the individu=sl.”
(40330 Fersonality inventories zre used Lo, .. . measure
i9
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individual differencss in social traits, motivational drives and
needs, attitudes, and adjustment.” (42:87) Caution must be
observed when using the resulis of Fersonality Inventories by
themselves, as they, " .. .are part of the affective domain and
are thus not as valid and reliable as most of the aptitude and
achisevement tests that make up the cognitive domain.” (15:1145)

While all personality inventories look at zn individual’s

persomality, not all ook at it from the some gerepective. When
attempting to identify a specific trait or factor such as

lzadership, inventoriez must be chosen that highlight this

particular =lement., Fortunztsly, however, there are a umber of
these avallable., One of the best currently available is ithe
California Fsychological Inventory (CFI).  Its focus is ", . .on

diagnos:ing and understanding interpersonal bshavior within normal

)-4.

It has a va
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dity median of .50 and a

-h

=0 incorporates 15 scales that

ret

reliability median o

measure things such as leadevship ability, degree of poise,

capacity for indzpendent thinking and action, resgonsitility,
dependabiliity, and flexibiiity amorng others. (Z7:1163-170:

Another available pervsonality inventorv is the 16 Fersonality

Factors (16FF). As the name imolices, it hiaghlights 16 dimsewnsions

of an individuzal’'s personality. It has a validity median of (&0

and a reliability median of 21, Some of the factors identified

ﬁ

w

are! Cominance, emotionrzl stability, enthusiasm, intelligence,

l'[l

tmadipation, stress tolerence, and self assurance. By combining

the Individuzl factoes, & gzoond order scove 1s obiainsd oy

-3
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computer analysis, that indicates leadership ability. (IE79-
£330
While n2 single test addresses all nine of the leadership
traits identified in the previows chapter, both the 16FPF and the
California Fsychological Inventory provide Scalés that purport Lo
measure the majority of them. In a 1324 study conducted by
Karnes, Chauvin and Trant, the 18FF was svaluated to see i0 it
did in fact accurately predict leadership potential. It was
administered to 7% Honors College students.
The data were examined to determine whether individuals who
held at least one slected position of leadership obtained
Leadership Fotential Scorves on the 16FPF which were Jdifferent
from the scores obtained by individuals who held no such
pasitions. (2416157
The resulis of the study were significant. The 18FF
clearly differentiated between those in leadership positions aind
thoss not, sirongly endorsing the 168FF’s predictive abilities.
A third personality assessment is the Evsenck Fersonality

Questiomaire (EFQY.  Its validity czowot be fully evaluated due

(1]

[uR
3
-

Tt the limited d: currenlly available. It has & reliability
mediany of 30, (41 1314-216G) It measures sxtroversion—
introversion, nawroticism—stability, and tough mindedns oy

psychntism.  The importance of this assessment iz that it

demonstrates the incorporation of a Lie scale,
The authooes claim Lhat it can be. .. vreliably?) . used for
clinical diagnosis, sducational guidance, occcupational
. covnssling, pwrﬁnrnel selaction and placement, and market

research.” (12159
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Caresr/Maturity/RDevaelopnent

Caresr Matu., v Inventories "measurs the degree of
vocational development, vocational attitude, and competence in
coping with vocational developmental tasks.” (481120-1210  Some
are also wseful in identifying specific leadevrship factors or
traits.

The Vacational Frefersnce Inventory (VPRI is one such.

It evaluates an individual’'s positive or negative reaction o 180
reprasentative career fislds and distributes them as appropriate

among 11 predetermined personality dimensions.  Some of these

are) realistic, snterprising, self-control, social, and

acquiescence., (101 1636)
The Self Directed Search (D2 is another usseful

assessment tool. It identifies individuals as possessing one of

six specific personality types: realistic, investigative, social,

enterprisimg, or convenbional. Each of these catsgories is
described by 15 sub-calegories.  For esampls, a conventional tvpe

woald bel careful, inhibited, prachbical, defensive, sfficient.
oedient, wnimaginative, 2tc., and an enterpeising type would bel
ambitious, energetic, self-confidert, domineering, sociable,

ebe. . (1070190

DLher Ascesswants

PThe mast notable, and the nost compleis, reseacch
directed toward the detevmination of dimsnsions of leader

behavior has been that of the Onio State Leadershiig Studies.
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(2101539 The assessment most commomly referred to from these

5

studies, is the Leadership Opinion QGuestiommaires. It measurss
nine dimensions of leader behavior, the tws nost inportant being
consideration and structure,

New tests are constantly being developsd in the field of
psychometric testing. Two that have just been relezsed are of
potential valug 1o bthis study. They are the Law Enforcement
Assessment and Development Report (LEADRY and the Exscutive
Frofile Survey (EFS).  The LEADR highlighits four arsas! emotional

adjustunent, integrity/contercl, intellectual efficiency, and

interpersonal relations. It is to be wsed to compare an
irdividual’s scorves with those of a peer group.  Users are
directed to use the results " ... to strengthen and support other

parts of their selection process.” (2T
"The Executive Frofile Survey is designed to measure
self-attitudes, wvalues, and beliefs of individuals in comparison

with over 2,000 top-level execulives.” (23018) I+t assesses 11

dimensions of an individual! anbitious, assertive, snthusiastic,
creative, spontanecus, self-focused, considerabte, open—mindsd,
relaxed, practical, and systematic traits.

While this chapter has focused on a critical porticn of

Ny assessment poogram, the testing aspecht, a conplele program

i

must g2 beyond meve verbal and wribtten ioventories. In order Lo
insure this completiensss, an individual’s performance must also

bz obssrved in actual situations and his reactions o them

assessad.  Thus the svolwuiion of the asssssment center process.




The next chapter explains this process and demonstrates how

assessment centers can bhe effectively integrated into a

successful leadership assessment program.
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CHAFTER VI

ASSESIMENT CENTERS

Assessment centers are generally wsed for thres major
funclicns: promotion, selection, and talent development. (45510
Unlike nost evaluative programs, howesver, which foocwus on past
performance and successes, the assessment center approach is
futuwre oriented. The aclivities that individual assessess
participate in are designed to predict how well they will parform
in future positions. (45:4) The process is not only fair, it's
unbiassed. Ib has been shown that women and blacks perform
equally as well a5 men and whites in assessment exercises. (45:40
Aussessnenl centers have received positive reviews from more bhan
70 studies. fost of these were conducted using precise
statisticzl contrals. The overwvhslming results imdicate that

assessment centers can accurately predict, with & high deogres of

validity, futuwre job performance, promoticns, and demztiong, as
well as progress or lack of progress in a carvesr field. (45040
The following guote describes the assessment center
approach.  In it, the auihor uses the terms manager and leader
interchangeably: (4805)
The term assessnent center refers o a standardized set of
procedures used o identify managsrial potential.  Althowah
o bwz programs are exactly alike, they all utilize multipls
mattods of assessing traits and skills, including projechbive

tests and situational tests in addition to traditional
methrods like intery sws and written tests. PForeover,

I
n
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candidates for selection or promotion to a managerial
position are usually given some kind of writing exercise
(e.g., a short autobiosgraphical essay) to evaluste their
writben communication skills and a speaking exercise Lo
evaluate their oral communication skills. The assessment
process in Lhe centers typically takes two to three days.
(463177
"The traditional purposs of the (assessment) centers was
tn select people for eventual promotion because they had high
management potential . ” (25:143) As discussed above. ihis is
accomplished throuwgh the use of multiple methods of assessing
traits and skills., Seme of the more common zand representative
methods, involve the use of projective tests such as the Miner
Sentence Completion Scale (MECIS) and the Thematic Apperception
Test (TAT? as well as situational tests such as the in-basket

test and leaderless group discussion. (4610175)

A

The MSCS measures six areas! positive attitude boward

t. D]

g

authiority figures, desire bo compeie with peers, desir
actively exercise power, desire to be assertive, desire to stand

ot from the group, and willingness to carry oul routine

~+

administrative work. Af ter more than 32 studies over a period
of 25 years, Miners research indicated that the first three of
these six, closely correlated wilh successful managerizal
advancement, . (45171240 Worthy of note, is tﬁgi these three zlso

cioszly relate to three of the traits identified in chaptsr IV of

this study; considervation, dominance, and decisivensss.




The TAT consists of a geries of pictures of people in
ambiguous situations. Individuals taking this test are asked to
make up stories about each picture. ”"The stories rveveal the
person’s daydreams, fantasies, and aspirations, and they are
coded by the experimsnter (o obtain a measure of threse underlying
nesds ! power, achievement, and affiliation.” (461124 0f these
trn o=, the need for powsr is identified as the most important fore
managers. “Storlies that reveal a person thinks a Lot about
influencing other people, defeating an opponsnt or competitor,
wimming amd argument, or attaining a position of greater

authority indicate a strong nesd for power (468107

g
n
ot

With the in-baskst test, a candidate is presented with an

m

in-pasket full of reports, letters, memos, etc. and given only

1 ted amount of Lime to process the papsrwork, making decisions
as required. In the lsaderless group discussion, candidates are

placed in groups that have no designated leaders and are
ingtructed to represent compsting o opposing viewpoints., Each
candidate is tashed with persuading the other bo adopt his or her
viewpoint., YIn both srevcises, observers rate sach candidate on
qualitiess such as nitiative, assertiveness, persuasivensss,
dominance, and cooperation.” (4610177-173)0

Factor analysis is as important to the assessment center
process, as it ig to the testing process. It involves combining
several scores Lo obtain second order scores or factore and i1s

generally Jdone in order to identify a smallsr number of distinct

traits and skills. (123




In 1371
Dunnette reviewed four such studies and found that there was
considerable agresement that the following six traits related
to managerial success: (1) energy lsvel, (2) organizing and
plaming skills, (2) interpersonal skills, (4) cognitive
skills, (5) work-oriented motivation, and (&) personal
comtrol of feslings and resistance to stress. (4601720

These factors closely relate to five of the leaderchip
traits identified in chapter IV: snergetic, consideration,
intelligencs, self-control (confidencels, and siress tolerance,
lending further credence to this study’s choice of those traits
as representative lzadership traits.

The precesding chapters have focused on the history,
development aond purpose of assessment centers and tests.  What
remains therefore, is to show how these leadership tools can be
effactively integrated into a military leadership assessment

EroeIram, The next chapter explores that possibility.
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CHAPTER VII

MILITARY AFFLICATIONE

This study has a twofold purpose.  First is to recommerdd
the sstablishment of a means of providing each milicary officer
with an objective input that, when combined with his or hee
normal subjective evaluations can either reinforce good
leaderchip hnhav1nrs. or highlight specific areas where
impravemsnt is nesded.  The second, and most far reaching purpose
is to proposs that the armed Fforcees commence a joint resesarch
program Jdesigned to sither develop new organic leadership
assessments, or tailor existing ones to their needs.  Some or all
or the assessments discussed in the previous chapters would be
likely candidates for inclusion in this program. The end result

of this resgarch would be the creation of an objsctive scale i

[

be wsed in evaluwating an individual officer’s leadsrship
cotentizal .

With regard to this asssssment program, research should
ot limit itself 1o guestiomiaives, and written tests, althowgh,
as demonsirated sgarlisr in this study, they showuld be an integral
part of a comprehensive assessment program.  Reliance, howsver,
on these Lo the exclusion of obher research methnods such as

direct obssrvation, would engender criticism. (151222 This

sessmenl. process shouwld be Jdesigned o inciuwds the assessment

hQ
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canter approach discussed in chapter VI.  “Test results
gomstitute only one of a varisty of perbinent sources of
informaition. ... " 34132113 Using written assessments along with
the assessment center approach would provide the écientific basis
for the objective leadership evaluation program suggested by this
study. As stated befors, this program would be designed to
complement cather than detract from the current evaluation
systems.

The assessment centers envisioned by this program nesd

i be service specific.,  With the curvent emphasis on joint

operations, in fact, 1t would makes movre sense, and be more cost
effective, to establish them under a joint charter. They wouwld
also bz structured to do movre than just tell a junior officer how
he's doing.  They would be designed to accommodate progressive
advancemsnt. As officers becoms mors senior, lezdership

redquirements changz. A program such as this vould be designed to

nt

ssess leadership ability at all levals of seniority. Officers

of all services would be reguired to makes periodic visits tio

—~

these centers, perhaps every Z-4 ysars. Ae initial program goal

w

would b2 to &ssist leaders in bhoning their leadership skills, and
identifying weakness. Widch enougn study, howsver, it is
theoretically possible that this program could evolve into an
integral part of the services’ sslsction process, providing an
objective input to what, up to now has been a subjective process.
Instituting a services-wide assessment proaram such as

the one described here would provide objective answers tno
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quastions such as the ones posed by Oldenburg in his article,
PCateh 22 In Qur Officer Corps,” gquestions like; "Are today’s
military officers peg-in—-the-hole types unlikely to act
independently without their superiors’ approval?” (330240
Initiating this type of assessment program service wide
is not a novel idea. Maj. Slagle called for implementation of a
similar program in the January-—-February 1325 issue of the AQir

University Review. (27:38-30) In his article titled, "In my

opinion,” ke Jdescribed the need for an Alr Force leadership
assessment center. His reasons are no less valid foday.

Implementation of this program nesd not be as painful as
it appears. As discussed in Chapter II, prototype prograws,
already in esxistence at the Air Force’s Sguadron Officers Schood,
the Air Force Office of Special Investigations and the Army’s
Armor Officer Basic Course, could provide the basic blusprint for
establishment of Departnent of Defense-—wide assessment centers.
CZ7:90)

Two major areas of concern nged Lo be adderessed prior to
commencing the ressarch for this project. The first has to do
with the designing of personality assessments for use in this
program. A number of problems must be considered.  Two of ihe
most important are the "the tendency. .. to distort responses in a
particular direction more or less regardless of the content of
the stimulus’, and the tendency...to answer in such a way as to
produce a certain picture of (his or ) herself.” (1211613 This

tendency 18 commonly referrved o as faking., Faking is & major

(Y]




problem and must be overcome by adeguate research.  Some

ssessments, swuch as the Eysenck Personality Inventory, discussed

Q

garlier, employ a Lie scale in an attempt to overcome this
inherent difficulty. The 16FF incorporates faking good and
faking bad scales in its attempt. Others, such as the Edwards
Fersonal Freference Schedule use the forced-choice method.

i

o
10

Whatever the method wused, in order to create an accur
agsessment., a primary goal of any developer must be Lo employ an
effective strategy against faking.

The second major concern is the legal and ethical

responsibilities inherent in any assessment development. Severs

[

laws and court decisions have addressed assessment development

€15:3293  For the most part, they are concerned with ones thet

oo

m

show racial, sexual, cultural =tc. bias. Asssssment dev
for this program will need to be aware of this pitfall, amd wort
closely wilh the Judge Advocats General’'s offics

"Measurement in smployment s=itings is Traught wiin many
difficultiss, some of which are wnigus to persom=l sslection,

Unless the organizational support for sowund measurement is

) ol
W
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oixtained, these dafficulti will b

il
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witin ws for many ye

come.” (4202283  In ordee for a program, of the magnitwde of the
one swidssted by this study, to be successful, support will be
neecdad from all levels of the chain of command throughout the
Department of Defense,

"Ehortly after the Batile of the Bulge, Fatton Wreote,

Leadersihip is the thaing that wins battles. I have it-but I°11
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be damned if I can define it’ .7 (4153 By instituting the
program recommendsd by this study, it is this author’'s opinion
that the services will have made great strides towards solving

Fatton’'s dilemma.
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In obtaining the information nesded to establish comstroct
validity, the investigator begins by formulating hypotheses
about the characteristics of those who have high scores on
the test in contrast to those wheo bhave low scores.  Taken
together, such hypotheses form at least a tentative theory
atwut the nature of the construct the test is believed to be
measuring.” 3913200

Validity is recordsd in the form of a decimal

coefficient., A test is considered to have high validity if it

has a cosfficient of (&0 or bhetter. A cosfficrent of (20 to 20
mdicates moderate to good validity., A coefficient of below (20

is congidered to be low validity., 120

Relisability

"Reliability is defined as the degree to which test

=

3

~1

scores are consistent, dependable, and repeatable.” (1
Another way o put it is, "the degrees to which the results of

testing are atiributable to systematic sources of variance.”

ot
1

(23142 There are three ways to measurs Reliability;  Tes
Fetest, Altsrnate Forms, and Split-Half Reliability.
Test—Retest mgans that the same test is given twice with

a2 time period of at least one day and. on some oncasions, severcal

vears between acdministrations. . The scorss from the two
administeations arse then conpared and a reliability coefficient
16 mathematically derived. Test-Retest reliability vielods a
measure of stability becsuse it 1s administered over a period of

time. This type of reliability is sspecially imporbtant whsn

dealing with aptituwde, apility, interest, and personality lLests.




Alternate Form reliability means exactly what it says,
The test is administered using two alternate forms. EBecause it
also measures behavior at two different times, like the Test-
Retest reliability, it provides a measure of stability.
Additionally, this methﬁd provides a coefficient of equivalence
between the twy test forms.  Scholastic aptitude, achievement

tzsts, and general apiituds batteries usually have more bhan one

fravm. In their case, this is the method most often used Lo

calculate reliability. (120120
The thivrd method used to calculate reliability is the

Zplit-half reliability method.  This method is used when there is

no aliernate form available and when multiple administration is

impractical. Requiring only one administration, the test is
divided into rowgnly equivalent halves., The scorves from =ach
half are then correlated and & coefficient is oderived. This

cosflficient is then adjusted " ..  using the Zpezoman-Eroen
orophecy formula, to geb an estimate of what the coefficient
wouled be 17 the tesh halves were full lengih. (120190

Reliability is expressed as a decimal coefflicient,
ranging betwzen 00 srd 1.00. A coefficient of reliability of 20
of above 15 best, from 20 to 30 is good, (70 to 80 is fair,

and below 70 is poor reliability. (12D

)
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AFFENDIX E

ARMED FORCES INVOLVEMENT INM TESTING

The armed forces have already demonstrated their belief
in the value of testing programs. The officer, as well as lhe
enlisted procurement programs of each service regquire the
completion of an abirlity test as part of the application process.

For the purpose of this study, the terms Aptitude a2l
Ability are used synonymously. "Aptituwde tests measure an
ndividual’s capacity, or potential, for a given skill or task
and are used Lo predict behavior.” (1280105 The most common use
of ébility tests is in predicting whether an individual will do
wzll in a specific educationzal program, vocational program, o
career fisld.

While enlisted recruits for all services take the Armed
Services Vocational Aotitude Babiery (ASVAED, each ssrvice
currently uses its own of ficer candidate assessment. In the &A1y
Force, the test is callied the Air Force Officer Gualifying Test
CAFOQRTY. Ik is comprissd of 16 subtests that measure ability in
arzas such as verbal analogies, arithmetic reasoning, reading
compraehension =tec., up to and tncluding aviation information, and

gereral scienc
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The Navy version is called the Aviation Selection Test
Battery (AZTE). Despite the name, all officer candidates are
required to take this test. It is broken down into four
subtests; academic gqualification test, mechanical comprehension,
spacial apperception, and a biographical inventory.

The Army requires potential of ficer recruits to bake the
Officer Service Baltery, a general purpose abilily battery.
Several other ability tests are also available Fogiy o f
the most widely known are the Differential Aptitwde Test (DATH,
and  bthe General Aptituwde Test Baliery (GATE). ALl of ithese bhave

oo reliapiliby in predicting occupational or sducations

]

sucoess., (1OUIO70,d30)
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AFFENDIX C

LEADERSHIF ADSESIMENT FROGRAM (LAF} DIMENSIONE

The 12 dimensions neasured by Lhe Arny’s new Leaslsrship

DPDRam ars.

Eight Compstencies!
Communmication
Flanning
Zupervision
Teaching and Cownseling
Soldier—-Team—Development
Decision~Making
Management technology

Frofessional Ethics

Fowr Warrior Characteristics:
Intative
Izl ion
Eoldiwess

Flezibility (1:39)

Lo,
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